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MEMORANDUM FQR: Deputy Director (swport) 4
./ SUBJECT ~  : Conditions in Payroll'Brinch, Fiscal iy of
T O B comtrollqr-a L ;

Probably be informed of these “slave conditions” unlese some changas vezﬂe

.posseasicm of this Staff, plus the evidant slaverity of the complaining lette

‘This lovsstigation included personsl 1o eryd sws with all personnal ip the Bran

P> N
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1. 0o SBeptember 18 the Inspector General r4ceiyved an ar
‘addresssd to him by name and title, alleging a serig et
~1nthe Payrcll Branch, Fiscal Division.
hat’ personnsl were being driven to the poimt of exhausgtion; overt]
‘excessive, that unsound changes were being made in basic proledurss, that
was terridle, and that most parsoansl were seekiag to escape through resi
or reassignment. The letter concluded with an indieation that Congress wo.

2. Knowladge of conditions in thes Comprrviler'e Office al.rea.d.v in the
reswlted in ar immadiate apot lavasiigation o>f coodivions in the Payroll Bréi:

present for duty, diesussions with tha "nief . the Pis~:al Division, with the
Acting Comptroller, and with representat (vas ~¢ the Managsnaut Statf femiliar
Witk the arei. Refmrance was slsc mlds t. the sariier Inspector Ganersl’'s Survey -
cf the Comptroller’s Office and to iagt y2a~‘s Minagement Staff report ot the i,
Figzal Divieion.

3. This investigation revealed & substAIt el bas!ie for many uf the alisga- .
tione cuvtained in the letter of September 15. The conditions uncovered are .
discussed in detuil below. Specific recomesdations for the carrection of T
deficiencies are set forth at the conclusior of this memorandum. S

DISCUSSTON.

[

. _A. The Payroll Branck by its very nature has & number of inherent problsms
which will always have some adverse effs-t on morale. The impact of these factors
will very according tc the quality of suparvision, but vill always be presant to
some degrse. Among these factors ars. : ‘ '

1. _Ig.r Grude Structure

' © L 25X1A

Thas Payroll Branch has & T/0 of Of th=sge, 1T are 43-5's >r Lo
below. A Wage and Classificatisc audit e a8 & result of the IG's a1rvey
of vhe Camptrolleris Office in 1554 reailted 1n the upgradiuvg of four supar.
visory positions. These upgredings bty provided some additianal intsarive,

" However, the fact remains thet the pess>anel of Payroll Branch are predcmt- |
nantly liaited to 385 poeritioma. This low grade iz particularly hari »q
eeveral married men with femilfes recruited into the Branch duriog the past
sevarel years. :

g
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2. Ro‘rti*v WJ k -

The work in the Payrvil Branch GO.}.S!E 1
. cyecle of auifiting and posting iuformatlida ﬁlm
S acsording teo type, processing personnel;ﬁcha:ng
" operations repeated enilessly upoa thoﬁbands
' first there may be same challengs in learn{}
but for the mors Liteiligent au onarous mut:l

he - d.mdgary of teeding machines.
5 - Limited Opportunity for Adva.ncmnt

: Pam:*ol.l work does not particularly &

other areas of raaponeibiiity. It 1a esaedt

, and ‘oace one has been tagged as a oavrel) alerk

- broader assignmerta o alvancempant ¢! sewhary ‘

" shortage of persoonel in ths Branch cortributes Lo fhe difficulty of o

“talning essigamests cuicavhers Liscal1:2 gupervigors understandably re-

luctant 1o relzsse personisl without auitahle repw‘emum 6. At the pres

time thare are five p2ople in the P&rw.x, Braach seeking asaigmments else
whare in the Agerry witremy mich prospzct of suseass.

. ' h. -Inexorable Deadlines

It ir a simpls fact ther the Agency =xpects tc be pald or time :
every other Fridsy. No faflwre 47 mset 4 1aadline would creats more havoe
than & fallure on the part of the Payroll Brsach. The personnel, espa.ie.].w .
the more consclen®tlous, operate continucusly under the pressure of this
dendline. No excuses justify feilure. A% the present time the Branchk is
operating at 8C per cext of ~apecity vits the prospsct of losing severnl
more individuals without repiacessm in the near futwe. Nev persornel
take time to train. Whea the Branck iz consistently under strength, littie
time to train new pedpla 1s available and focressiagly the full burdea of
meeting deadlines fails upon the fevw ol3 hanis. Iu sddition; there ars
geasonal influxes »f sumner employeas, thsre are changes 1n bond 1edustiop
procedureg, there are ratroactive pay Increas=s, and in fact there aras always
additional provlems thrust upor tus Brsr-h which mirt be deait itk vithin
the inexorable two veek deadlins. Some ~mployees are not temperameatally
sulted for preszwre of this mature and usdoubtedly same loss In persoinsl
stemg from thie factor.

5. Ynordinate Tusmover §
25X1A

y ) At the praeseat time, only 20 of the autkorized T/0 of re on
board in the Bransh, not conting ieial 2teepses for leave and &t KA.
Three of these are resigning, oae 18 golrge w2 materoiby lesws | :5) f.uva
others ave seeking res edyelemnen’ - Sivce tns firgt of the yaar 13§ tlher
individuals have left the Branah =-ther tarcugh reasslgumec® or pealin-c oy

/

i
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This constitutes an inordimate twrnover which sericusly affects the sbility
of the Branch to perform its mission. The work of the Branch, though not
overwhelmingly difficult, nevertheless regquires cons

. to develop sufficient proficiency to m the large
Furthermore, thie inordinate turnover increases the burden b
strain and ‘in physioal overtime on the fev individuals who
bard core of the Branch. . SO

_ B. 'In addition to the foregoing morale jroblels genérally chare!
mort.wmllunits,thel’q:ollmhinthug‘ faces two addit]
resulting from its unusial abd secret responsibilities. b

‘1. Recruiting Difficulties

- . Bwuprisingly enough, there are same individuals who by tespe
and interest are favorably disposed to payroll work. These individuals
notlargoinm-bcrbutho.ppuythevdoenct,' usually among the ranks of
the older working women. The backbone of the present Payroll Brexnch is ,
canposed of about five such women, some of vham have been with the Agency
"and 1its predecessors since 1945. The goal of recruiting should, of course,
be to obtain as many of these individuals as possible. Unfortunately thare
are several opstacles to realizing this objective. ¥or one thing, there is-
the delay in security DProceseing which often means that an individual s
specially recruited for payrall work will find and take another job of a
similar nature before his clearance is a - This means that the Pay-
roll Branch is forced to take many individuals from the Clerical Pocl whose
aptitude and interest in peyroli work are lov. Furthermore, many of these
clerk-typists were drawn to the Agency by the lure of intelligence aud the . i
prospects of overseas duty. When individuals of this pature find thanselves:

~ - One resignation occurred during the course of the investigation for
procisely this reason. The individual concerned was an attractive young '
.. woman from Californis vith over two years of 1age and a background ir .
technical writing.. -Placiug her iu Payrall ch, though perbaps unier-
standable because of the personnel shortege, ‘) Levertheless an extreme
 case of misassigoment as she resigned from thefAg:ncy within 90 days
seriously disaffected. In a DD/P area divieion she probably would bave
been a happy and contented employea. The Agency cannot afford repsited
instencee of such misassigmeust. The polution requires greater coordina-
tion between the Comptroller and ths Director of Parsomnel to. inwure that
the Payrcoll Branch is .glven & lagitiwate opportunity to obtain from the °
Pool those 1ndividualas who by tempevaneat and background are most apr -
adjust to payroll type work. The Problam 18 acute for thare are only elgzht, ’
Pecple out of an authorized atr=rgth” of who are reasonubly content - 25X1LA
the present Payroll Branch. "niea: recry ting ie intensified anmd more
" properly directed, the Branch 1a faced w#ith an lrsoluble perionnel problem.
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2. lack of Agency Administrative Discipline =~ . ... |

: In addition to its other problems Payroll Branch is large
mm.tmmm_mtmmw;&wmm. i;uyt:o;.l
:;dmsmrequim that all 7eA's be received in the Payroll Brench by 3:00 p-:f M
nday imeedistely following & Friday payday. In addition, if the |

pbry ) tiously process and post.the inforwmation
information must be acourate and entared according to standard in

. ' errors and dnipsions. ‘The Managesent’ sg. ‘oo
: the sumeer of 1955, pc L out this defioiency in detail
. data 1o err ooncluded that the effarts to iistitute mechine posting of leay
. in sumier of 1955 falled primerily-because errors in the T&A's wer

The Chief of the Payrall Brench cmm h.t‘ ' .ij -
o 8 nunmbex
be the inaccuracies in the TeA's and the failure of Agency ad::::l.lu,tr::uveto "

He further camplains that exist
25X1A ing regulstory issuances, particularly Tenta-
tive Regulation I are vague and imprecise, and that hia eﬁorg to

payroll procedures stems from the tight discipline organi
within that .
This i:twt d.ilcitﬁ?ne rely for the sake of regimentation but disoig;.;c:ixeon
tom lukinaw work of all individuals easier. Agency effarts to date
boenObmntmi accug.cy and promptness ui;r the submission of T&A‘s have
unsatisfactory. Payroll Brench suffers as conseque
of course,:pmam.uy powerless to correct the situa:mn." : ,m. and 18,

C. The foregoing paregraphs poimt out characterist
problems generally
:fth:tminmnchincn. Tuken as a whole, thqygmaeriou-anquun{:
recentm demoranon. However, they are not in themselves the sole cause for the
: zing and chactic period which among other things led to the

- 1. For the past nmm yur-'the otticﬁ 'mu.er‘
of the Comptr
collaboration with the Managemsnt Staff, has been giving -erim’thigught

wié/ A
#

7
H
[}
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Intmduction of the ooumxba.tion system vas a.ppurently approved but
deoision on the physicel transfer of the Payroll Branch was witbheld

in the Payroll Branch, a new Branch Chief was recruited from the Machine
Records Division. This new Branch Chief took &ver in May 1956, amd in
June, under. his direction, the ocomputation system was instituted. The
persounel of ‘the Eranch wet'e divided dn the desirsbility of the change
butinmm'mvuuutogonongvnhtbmummu&

© was solely rexponsidble Mmmmmoumnwmnmmofm’ v
through final posting. This was known as the block system and gave each "
© payraoll clerk a goal and a sense of responsibility and pride in the successful
- edministretion of a particular segneut of the.total Agency payroll. The
1 functionalized system, however, vas predicated on the belief that every
oo ¢ inddvidual performs a particular phase of the payroll procedure more ef-

“ 3 ficiently than some other segment of the procedure.. The object therefore
of the functionalired system wss to have those clerks vho audited fastest
do all the auditing; those vho filed fastest do all the flling; those who.

’ ‘-operated adding maghines most efficiently do all the adding. The iutro-

. duction of this functicnalized system completely demoralized the Branch.
.~ -Not one of the 19 individuals interviewsd, other than the Branch Chief,
: 'hudu:thinggoodtown.boutthenmctiomnz&system. In fact, without
« axception they blamed the effort to introduce this system for the recent
chsos in the payroll system, for the exoeu:l.u lov morple, and for most of
the other tmubles ot tha Branch,

3. Mutmxbh-mwbemm roronethins \mderthe
.runctiomluedmtunooncpmonmrupmiblaforagivenblncxof,
mcmmtsundtwamnommabhtommrm es with aryassurance.
The vouchared payroll of the Agency becams a sort of grad dag with each
.clerk doing a plece here and a pisce there.  Pride in work was destroyed
and in its place bickering ani complaining about who wvas doing the most
‘woa:kbecannoomoﬂ '

4, Even more uri.ousmthe excessive overtime imposed on the Branch

meﬁorbtouknthcmmk Since July 1 the Branch bas worked
1,440 hours of overtime.  This is over 16 per cent of the totsl working
time of the Branch. hn"tthOre, this additionmal workload was not carried
byallpersonnelotthenmncheq;\nlly Five of the Branch personnel
Present for duty worked little ar no overtime mostly for good and suffi:{ient
ressons. The remaining 15 had to carry the entire loed. The amount of over-
time worked by some of these individusis is staggering. One woman worked
149 hours of overtime in this three momth pariod. 8ix cthers worked in
exceas of 100 bours of overtime in the same period. There is no gueatlon
but that this onerous overtime resulted in frayed nerves &nd ovearwrought -

personnal C .

p%:
1
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N0 one was verbally pressured to contridbute to the overtime work. Howerer,
when the work is there and must be. done the conscientioug exployse feels &

has two sons in the Agency and basically does not want to leave. Howaver,

she 18 overworked and distreught by conditions and feels that only a resigna-
" “tion will solve her problem. Her 1oss will be a serious blow to the Branch
and the reasons behind thig resignation are certainly not consistant with
the Agency's repeatedly expressei interest in the walfare of ity pacple,
This may well be a case where s Parking spacs should be provided for eom- N
‘passionate reasons. If this personal problem 1s solved it will probably save
& valuable emplayee for the Agency and will ip addition hav. g very healthy
effect on morale in the Branch generally. . .

7. The Branch Chief recruited from Machine Records Division in May,
cannot be held primarily responsible for the chaos created by the functional
system which he introduced. He ig g young G8-9 whoee entire sxperis nce lay
in the machine records area. He viewed the problems of the Payroll Branch,
-at least initially, in terms of his Previous experience and to him such
experience indicated that the functional system had much to offer in in-

functional division ¢f work vell, although the two by no means follow.
Inquiries indicate that the Management, Staff, though favoring the computa -~
tion method of tabulating PaYrolle, 18 opposed to a functionulized division
of work. The Management Btaff further sdvised that not even the FBI wvith
all ite efficiency and Adiscipline has undertaken s« functional division of
work bacause of its adverse effect or the morale of the rayroll clerks.

decisior; to introduce the functionalired division of work, many of them

/

&

, 8, Even though the personnel ip the Branch opposed the Brench Chief's
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‘zonsthelesa sense his sincerity and 1stermination and fecl that, he haa ..
the makinge of a good Chief once he hes lmarned more about payrsll opers.
tions from the non-machine point of view. The Branch Chief, himself
after three months of experimentation realized that the functiocoalired
method would not work and on 24 Septeader, vithout, any knowledge of t
impending IG.investigation, he abandoned the gystem al T®

the computation system of tabulating. The Brench Chief

~ Talled because of poor Agency discipline resulting in an
~ of errors in T8A's, and beocause of hig inalility 19 mobilige a
8pirit within the Branch. Len £ ’

9. Irrespective of the reascus, J.t‘is%leo.r that the system fall
completely and that in the process” it nearly tore the Brench apart. 1%
inescapable ‘fact 18 that a new Brancht Crief vas permitted to iatroduce’
fundamental procedural change opposed by responsible members of the ranch!

. contrary to the viewe of the Management Staff » and apparently withqu, theb.

' knowledge of higher echelon superviscry personnel.. The Branch Chig o_fi.n-; o
cerely felt that he was doing the right thing for the benefit cf Agency.
Hs may have felt that he was expected tc make this changs. The record 1g.
unclear on this poiat, however it is unmistalably clear that at the Division
Chief level and highar. there was a serious supervisory faflure ia ngt being
aware of the changs, in not expioring 1t fully, and in not passing Judgment,
upon a decislon so crucial in its impact op the morale and well being of
20 people. The error here must be ascribed primrily to supervisory levels
higher than the Branch Chief concerned.

10. With the abandooment of the functiomalized system, the major cause
of the recent mrutintht?umllnmnchhubmmmmfwtm
removed prior to this investigertion. e Branch Chlef is sincere anmd capable.
He hag learned from this mistake and if pruperly suppcrted in the manner
recamnended below he should be able to bring the Brazch to an acceptable
leval of performaace. Hovever, in order to Irevent any recurrence of this
unhappy situation.and in oxder ta insure comtinued improveament in the Fay-
roll Branch, the following recommendations are made.

A. Tt is reccumended thit: -

1. " The /8 M.hthn Comptroller for the supervisory failure within
“hir organiration resulting in the chaotic and demoralized conditions in the
lﬂmul} Branch in recent momths. " .

2. The ID/8 direct the Camptroiler and the Director of Personnel to
nonfer and establish procedures which will insure that the Payrall Branch
ls glven a legitimate opportunity to recruft Personnel frum the Pool who,
b tsmparemant and background, are most apt to adjust to Payrcll work.
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3. The ID/S take such meegures as msy be necessaxry 1o imyr-
istyntive discipline within the Agency ipcluding the tighteniun, >

iu EITANCBE .

. %, The m/s direc't.,the Comptroller to examine the equity armd Jstif1ca.
tion W need for s parking space in the Alcott Hall
“Area and take on to provide such a parking space should the facte so

/5/ ,
Ba !ﬁﬁqntz ick.
' Inspector General
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